
A. V1TB RESPECT TO PBRSOKHEL 

That the Agency personnel competence level be raised. The Agency 
should continually strive to achieve this and if necessary reduce its 
present work load to expedite its realisation, ffecesaaxy steps are* 

"1. Elimination of personnel who can never achieve a sufficiently 
high degree of competence to aeet the C.Z.A. standard. This 
will entail a substantial reduction in present personnel. 

Share is no place in C.Z.A. for mediocrity." 

CoBwents 

A special Raployaent Review Board has been established to 
eliminate mediocrity among the present employee group. Shis 
Board is composed of the Aesistant Director for Personnel, the 
Deputy Assistant Director for Personnel, and four other high 
officials of the Agency. 

*2. Review and improvement of recruitment plans and procedures in 
order to obtain higher quality applicants for Agency jobs. The 
time required to process them should be reduced." 

final selection of professional personnel is a prerogative 
properly exercised by office heads or their designees, firm 
requisitions which define as precisely as practicable the 
qualifications required in the job to be filled have been prepared. 

Recruitment is receiving much greater attention in the 

various offices of the Agency and closer coordination in this 

activity by both personnel and operational staffs is expected 
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to have a beneficial effect upon the quality of incoming 
personnel , Experimentation vith recruitment teams composed of 
operational personnel working temporarily vith professional 
recruitment officers in the field is being carried oat. 

Vm have sponsored, a consultant program which will see the 
Agency represented in fifty selected colleges and universities 
shortly after the first of the year* The primary mission of 
this corps of consultants is to identify outstanding student 
leaders and cultivate their interest in careers in the intel- 
ligence field* 

With the establishment of a formal Career Service in the 
Agency, it is expected that highly qualified personnel will be 
attracted to and will remain vith the Agency. The fact that 
ve nos have a firmly established Career Service program is 
being exploited in our recruitment efforts* 

"3» Continual improvement of the present excellent training facilities 
mad capabilities in all covert activities to keep step with future 
requirements." 

Smmi 

The Office of Training is continually attempting to improve 
its training facilities and capabilities in all covert activities 
to keep step vith future requirements. Vs have specifically 
developed during the past year five new courses. 
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*b. As intensified training program to include those key personnel 
in the covert services vho require additional training, by 
rotation through C.X.A. training facilities. At present at 
least 10 per cent of total covert personnel should be in training." 
flasanti 

■3CSSSSBBSS& 

A program urns initiated whereby five per oent of the personnel 
*111 be in seme type of covert training at all tines, this 
figure was arrived at after careful study and examination at all 
bevels of the Agency, fen per cent is regarded as too high a 
mafber is relation to the coanitoents which the Agency is under- 
taking in the covert field. 

"5* Assignment to field stations and to country areas of only those 
people who are fully qualified to handle the highly specialised 
problems involved." 

Sssapfe*. 

Us are finding it difficult to fulfill this undertaking 
while at tha same time providing necessary training to key 
personnel and staffing new projects in critical areas of the world. 
"6. Maintaining the position of Director above political considerations 
in order to assure tenure and continuity as in the F.B.I." 
gcsaentt 

the Director has maintained a completely non-political approach 
to the problems of the Agency. Relations with the Congress are 

mLjmi ■-•"H i wefc # «utw 
s ~~ l •t? 3a jffwwjFA. w 
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That grwtir security be developed at all levels of the Agency to the 
end that ' toe good of toe United States and toe fulfillment of 
C.I.A* 's important mission my not be jeopardized* The following steps 
should be taken to accomplish them Objectives: 

”1. Elimination,, to toe madam extent practicable, of provisional 
and preliminary clearances in toe security processing of 
prospective Agency personnel." 

SggBSS&t 

It is recognised that it is undesirable to have provisional 
and preliminary clearances and every means possible is being used 
to discourage and eliminate such clearances* There is need, how- 
ever, for an exception to cover hardship cases, usually in the 
clerical category, where toe delay in c (emitting a person to 
employnent might result in his loesto the Agency. It is considered 
essential to continue present exceptions in the clerical field 
particularly in order to cosset# with others with shorter "process- 
ing" periods. 

"B. Improved mod more standardised security processing of alien 

operational personnel prior to their use by the covert services 

Ov IX • 

JNLmuMtMaHUMjJb * 

LUIwUBQy 3 

bcsssssm, 

A new greatly improved and standardized security and counter- 
intelligence procedure for processing alien and U, g* operational 
as well as support personnel for use by toe covert services has 
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b—a eosqpleted, end is being put into effect imaedLiately* 

*3* In— d iet# coepletion of full field investigations and polygraph 
— i—tlons of the several hundred Agency personnel vho here 
mot pet been fully processed. " 
gg— at i 

All staff personnel have been fully processed, with the 
exception of —at few military personnel who were accepted on 
the basis of ten peers satisfactory previous active service and 
upon whom full field investigations have not pet been completed 
bp- the Security Office. With respect to the polygraph program, 
there remain at this tl— only seven staff employees who have 
not received a polygraph interview. 

*h* Bstafellshing of uniform and tighter security procedures at toad- 
quarters and suitable safeguards in the field the better to 
i— uxe the security of the Agency's facilities, operations, sources, 
methods * 

tt fmmmui*. i 

Security Office is exerting every effort to standardise 
and tighten security procedures and safeguards both at headquarters 
and in the field. Among the its— being given particular atten- 
tion at the laoment are improvement of the classified waste 
jflpo—dures, requiring clearances of oh— force personnel, tighten- 
ing requires ents and giving special training to the guard force, 
tightening entrance requirements of Public Building Service 

employees into Agency facilities, strengthening the Top Secret 
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Control procedures end installing additional electric alarm 
•yeteas in field offices. 

*5. Insurance of the closest possible coordination of the counter- 
espionage activities of the covert services with the over-all 
counterintelligence activities of the Office of Security to 
prevent, or detect and eliminate, way penetrations of C.I.A." 


On 20 December 1954 a nev Senior Staff to supervise and 


direct the CIA counterespionage responsibilities 
ess formed. Ihls Staff i ncl ud es a unit charged with the specific 
fraction of working closely with the Security Office in connect ion 
dth possible or actual penetrations of CSA, 

*6. Assentation of the present sound policy of polygraphing all new 
employees and all personnel returning frcm overseas assignments 
to include periodic recheeka of all personnel, on a me are compre- 

^aslve basis, whenever effective ccwnterintelligence practices 
indicate. 

i 


ISTATINTL 


fhis policy is in effect at the present t ine in that *n xmv 
^tlcyees and all overseas returnee# are being polygraphed. 
Repolygraphing is being accomplished whenever indica t ed . 

*7* Creation of greater security consciousness on the part of 
personnel by improving initial indoctrination courses and by 
conducting regular “security awareness” program." 
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She Initial security Indoctrination lecture has been revised 
and improved* Planning is new underway to carry out Ag«mcy-vide 
security re indoctrination. 

*$» Iiqposition of severe penalties upon employeas at any and all 
levels who advertently or inadvertently violate security." 
Coeweatt 

lew security regulations set forth minimum penalties for 
security violations in each case, as opposed to the former 
regulations which set forth the penalties as a "guide," It is 
felt that the establishment of minimum penalties will result In 
a aoro rigid application of the penalties across the board. 

* 9 * Establishment of a uniform system for the submission by all 

overseas missions of regular reports on the status of personnel, 
physical, dociwentary and related elements of security* Such 
reports should be submitted to the Office of Security with copies 
to the Inspector General and to the appropriate division of the 
Beputy Director of Plans." 


G&tumntt 

Senior Representatives who have permanently assigned Security 
Officers are presently submitting regular periodic reports on 


the status of personnel, physical, documentary and related elements 

of security to headquarters for actios by the Security Office and 

Area Division concerned, as well as other appropriate headquarters 

ecapoaaents. Including the Inspector General if appropriate. 
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Action is presently being taken to establish a uniform periodic 
reporting system for all overseas field stations covering the 
tlanemts of security referred to above. 

*10. Periodic security inspections by the Security Office of overseas 
missions sad of Iffi/P’s divisions, staffs, and facilities in the 
Baited States. " 

w 


QmmmU 

®*e Director of Security is now making an Inspection which 
will cover various missions and stations in the Western Europe 
and Suiters Europe areas. These will be instituted as a 
regular routine practice. 

"11» Rigid adherence to the 'need-to-knew* requirement as the basis 
for dissemination of classified intelligence developed by the 
eovert services a ad for intra-Agency dissemination of classified 
data." 


STATINTL 


Coament t 

Clandestine Services make use of four separate mechanisms 
for the dissemination of classified intelligence which is collected 


by them in accordance with the provisions of 



These are: 


a . Pis gem ination by C8 report to the interested components 
of CIA and the ZAC members. 


b. Dissemination by CgQB report to those individual* in 
CIA and other government offices who have a "need-to-kaov.” 


\ 
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procedural is used for the dissemination of sensitive 
information about individual* and groups of individuals who 
»m regarded as sacurlty suspects or potential security 
inspects. 

c, Dissemination by memorandum addressed to a specific 
officer in CIA or la one of the Government departments. 

©ils restricted procedure is used for the dissemination of 
positive Inforaation of a highly sensitive or. In some cases, 
of a sensational nature. 

4. Sdsseainatlon by word of mouth. This procedure is 
used In the seat sensitive oases, not otherwise covered by 
the procedures outlined in b.and c. above. 

*10, Continuous indoctrination and guidance to correct the natural 
tendency to overclassify documents originating in the Agency." 
dce*« ants 

A CXA Classification Officer has been eppointed for the 
irdoetusloBtion and guidance of CIA personnel in the setter of 
applying the proper classifications to sensitive material. 
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Formulation fat immediate implementation of asargency plana 
sad preparations, geared to the specific needs of «eh overseas 
alagioa wad station, to insure, m far *a possible, adequate 
s af e guarding of personnel and safeguarding or destruction of 
material, in the event of emergency.* 



g aoh overseas CIA mission or station ia required to have 
an evacuation plan* This plan ia to consist of two aa^or 
phases- -scheduled evacuation and diaaster evacuation* Tfbi# 
plan includes! 

a* Jteatructlon or removal of files. 

b. Mspositioa or transfer of property. 

e. disposition of funds. 

4. ljq>leaentation of plans to preserve or destroy 
equipment. 

«, preservation and safekeeping Of inventories of each 
individual's personal property and value thereof to 
facilitate the settlement of claims in the event 
of lows. 

*17. Conc entration of CIA’s headquarters operations in ferear buil din gs 
with increased emphasis in the interim cm isqroveaent of the 
physical security of CIA's many bu ildi n g s and the classified 
data and materials contained therein." 

Casaantj 

Steps are being taken to obtain cm® building for CIA. 
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" c * WBLSBBM. 3E m omwtiom 

o m agency fee charged vith the coordination of ail covert 
oration* to pcaectim, •object to the provision that necessary 
flexibility be achievable to tine of nr. The covert operating 
teyob ilitlea of C,I,A, bmk be continually improved. Step# 
tnsard t base ends ami 

*1, Xsplemntatioc of SBC 5*12 vhtoh wnr m he* C.I.A, the 
coerdinatiag egemy pending a national ea»rg»ae> H 

S 

ffeto to being done. 

"t. Preparation and teat of a readily toyleaeetable yi— for 

the Iwaediate «a4 effective availability of 1 local covert aetata 
to theater eomctnder* at tha outbreak of w to their area*.* 1 
Cenait t 

Contend of CXA earttee field operations to support of 
niUtafy operation* vlll be vented la a CIA Force emsaader 
to each theater, the CIA Senior War Planners now overseas 
at the nilltery theater level, working continuously with 
tte military ccamuoder, have prepared organisational plan* 

*■* their reepeetlvc CIA earttet theater forma. We have 
detemtoed the mitred varttae locations of najetr operat ional 
and logistic bases, est tested the capability required, and 
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activated an of the mje ar \mm • 

«eei«aate 4 . A CIA dotal war Fiaa>hlcfa vin image*** 
tlw mr §*& national ylstmitu of the Sealer nar Planner* 
•ifi #«ir * ?iB |Sar the vert iae change# required la *Hr CIA 
h »ed< pa a rtcra structure* 


js ^fchcdlahe resolution# by the Bcfcloaei Security 

*^o ^*s#d***t»ndiais that still exist between c«i*a. 

*** **"* A * 11 * 4 flervlaeo sith respect to 'afreet 

sat iritis#'.* 


A pajser m "afreet activities" hat been signed by 
chiefs ©f istall igenee of the Anted Services, th e 
Sepst? Sooswtaigr if Mnst *ad the Director of Centra 
Xhfelllamee. 

* km ^ ***** tmdterstaadiac tetwnm other a* 8 acfes 

*“* to sa^loitstloe of Soviet and satellite 

dtefestir#** 


Considerable jprugw#* baa already ten achieved ia 
thi« direct i&a* the vast aajority of defector ce »«« are 
•* ******* «* * MMor of rout lac. 
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"5* A greater interchange of inf crust ion, at all working lewis, 
between CIA and the nilitary services regarding their 
* iatolligeace progress ao& polieies. " 


Ihe signing of the "agreed actlviti#*” paper will 
aeeeessrlly reault in a such greater Interchange of 
iaforsaticm, originally at the upper levels sad eventually 
at all levels, between CIA and the Military services In 
eoaneetion with their several intelligence progress and 
ysUciei. 
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Control procedure! within CIA mm such mm to insure, barring 


bunas error, that policy guidance is requested when 
required, and followed when obtained. 

Continuing iaprovenent of coord inat loo ess beet be 


aeeonpllshed by making the present system worn more effectively 


fhi» is being doss, by* 

s. Enforcing high standards of discipline; 
b« Applying sound judgment to the requirements 
of security and the principle of aeed*to«kaov; 

- c. Striving for continued improvement of personal 
relations between hey officers and their opposite 
numbers; 


d. Educating CIA officers ss to the desirability 
and necessity— froa their own standpoint -~of obtaining 
appropriate policy guidance, and, conversely 

e* Educating Stela officials ss to tee necessity 
of their nelctal niag complete dis cret i o n in any handling 
of CIA setters. 

"?> Establishment of definite world-wide objective# for tee 
future, and forwOation of a cooprehcosive loflg-rangt plan 
t or teeir achievement,” 
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an intensive organizational study be rods to the end of streamlin- 
ers functions, clarifying Uses csf responsibility and authority, redae- 


lag ovarhaad and increasing efficiency and effectiveness. From our 


relatively brief examination of organization it is obvious that* 

**1, She present elaborate staff structure of the peputy Director for 
K*ns should he siaplified." 

Comment* 


®tudy of the organization of the Clandestine Services is in 
process. 

*2* 9e covert organization shou ld he located, organized admin- 
istered «s to ma i n t ai n maximum security site reference to per- 
sonnel and activities.* 

CcaBttfrtt 

SEBS 1 

A study is being made of this subject. 

*3« ^mpector General should operate on an Agency-wide basis with 
a ut ho r ity and responsibility to Investigate and report on all 
activities of the Agency." 

Cggggjjlt; 

Shis is in effect. 

*k* fhe activities of the Operations Coordination Board under the 
K*0*0. should he broadened to provide the D.C.I. with adequate 
support on the mem important covert projects." 


78-0471 8A001500050001 -1 


Approved For Release 2002/06/26 : 



Cottamt: 

SEBESBSft 

Noap« effective use of OCB in support of eir fattn impor tant 
Oik projects could be realized sore effectively through the 
establislaisKfe of special and ccepertnenfeed working groups ccr* 
posed of ameers fully empowered by their principals to ccj»- 
asM proopt sod effective action. 

group* should be held to mlzdaua site end report 
directly to the Board, they should by-paas the rttadndar of 
the OCB « sciht i w ay # except, perhaps, for keeping the Board 
executive officer generally informed of their activities on an 
Jfcf®* Only basic . they should be brought into being only in 
cases of real necessity* On a tm occasions in the past com- 
parable groups, in fact, have been employed successfully and 
their use might veil be regularized and extended. 

*5* Bespits the reccesiinded reduction in present personnel 

budgetary econoades that the C.I.A. sm% continue to grow in 
capacity until it is able to meet, entirely, its national con- 
ad taents ." 

CcHBamtt 

mBBESZ’ 

A periodic review will be aade of hear wall the Agency is 
seating its national c caret toerrfcs . The sead-anxaial report to the 
Bational Security Council affords a propitious recreant for tiJs 
review* 
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"6* Centralized accomodations, baod-tailor«d to its needs, should 
he provided to house the Agency." 



Action Is being taken to dbtain one building to house C.I.A. 
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TheA although the activities of CIA should he expanded, costs of present 
operations should he reduced. This can he la part acccsplished through: 
w l. The exercise of better control over expenditures for all covert 
projects, and specifically that (except for those of a a extreaaly 
eenaitive nature) they he aade subject to review and approval by 
the Agency *s Project Review Ccaaaittee . " 

Bern au i w fe s 
SSmmwmmm- 

There are two basic existing ccepleasatary Project Review 
Coneittee procedures outlined, below. 

a. Upon recconendation of the Project Review Ccwslttee, 
the Blrectar's approval of an operational program constitutes 
the fraae of reference for individual project control through- 
out the year. Such control is performed on a daily basis with 
the Office of the Controller. 

25X1 C 
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*2. Furnishing the Controller (under proper security provisions) with 
sufficient infosmtion on ell covert projects to enable hint to 
exercise proper accounting control on a fiscal year basis*** 


Comfit t 

She Cceptroller is furnished the following specific documents 
or information. 

a* Copies of ell operational programs. 

b, Copies of all operational program changes. 

c. Copies of all administrative plans. 

4. Coordination by signature prior to approval cm all 

25X1 A8a 

| operational project*, 
a. Copies of FI project budgets. 


Tanning in jamary 1955, FI projects will be made responsive 
to fiscal year allocations as follows! 


a. AU projects with an annual cost of $100,000 or more 


will be approved on a direct fiscal year basis. 

b« Although reviewed on a c alend a r basis, all II projects 
with an Manua l cost less than $100,000 will require fiscal 
year planning, budgeting, approval and allocation. As each 
one aspires on a calendar year basis, it will receive renewal, 
if apprcpdate, on a strictly fiscal year basis and the total 
of such project authorisations will not exceed the fiscal year 


limitations as approved In the country program. 



f 
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